
A New Lens on the
Work of 
Governance & 
Leadership



Agenda
• A Changing Context for Leading & Governing Today
• Modes for Complex Times: Generative 

Governance/Distributed Leadership
• Defining the Direction Forward
• Using the NAIS Strategy Lab Model to Define Leverage Points
• Building Leadership & Governance Pipelines for the Future



Goals

• Learn how to approach challenges/opportunities 
generatively
• Learn how to focus on vision and develop strategy
• Learn how to build board and leadership pipelines



A Changing 
Context



Interdependent 
Business Model 



Limited 
Levers
To Pull



Ever-changing
Parent Needs and
Wants



Four Different Parental Jobs

Job 1
Help me help my child 
overcome obstacles

Job 2
Help me fulfill my 

child’s potential in a 
values-aligned 

community

Job 4
Help me realize my 
plan for my talented 

child

Job 3
Help me develop a 

well-rounded person 
who will impact the 

world



New Approaches 
to Learning:
From Student as
Passenger to
Student as Driver



Workforce Getting
Tighter, Yet
Younger Workers
Becoming More
Mobil



Challenges &
Opportunities 
through
Emerging
Technologies



1. Tele-surgeon: operate remotely with robotic tools instead of 
human hands.
2. Re-wilder: famers who undo environmental damage to the 
countryside caused by people, factories, cars, etc.
4. Simplicity expert: specialize in simplifying and streamlining 
business operations 
6. Robot counselor: a resource for picking the right bot for a 
family, by observing how the family interacts and identifying 
their needs and lifestyle.
7. Healthcare navigator: teach patients about the ins and outs 
of a complicated medical system.

Educating Students
For a Different World:
Jobs Available in 2030

http://careers2030.cst.org/jobs/tele-surgeon/
http://careers2030.cst.org/jobs/rewilder/
http://careers2030.cst.org/jobs/simplicity-expert/
http://careers2030.cst.org/jobs/robot-counsellor/
http://careers2030.cst.org/jobs/healthcare-navigator/


Growing 
Student
Anxiety



Educational Model

✓ Student as Driver
✓ Move away from lectures
✓ May not have “traditional” 

teachers
✓ Project-based learning
✓ Very-focused
✓ Fewer support structures

Business Model

✓ Lower tuition
✓ No fundraising
✓ Less physical plant
✓ Centralized administration 
✓ Leverage technology
✓ For-profit investments
✓ Network of schools

New School Models



Blurring Boundaries—Home Schooling, Bricks & Mortar, Community 



A New 
Ecosystem 
of Learning 
& Working

Source: Knowledgeworks



Enter the Third 
Education 
Revolution
• High school for all
• College for all
• Today—continuous learning



Emergence of the 
Sharing Economy

“Access is the 
New Ownership”



Partner Exercise
Identify one or two key 
challenges your school is 
facing through the lenses of 
resource, management, 
output, and external 
challenges.



Challenges by Type
Resource Issues
Schools must identify and acquire human, financial, material, technological, informational, 
and other resources.  If these are not available in a timely fashion in appropriate quantities 
and qualities and at acceptable costs, operations will be disrupted.  

Management Issues
Resources must be managed in order to generate the programs and services for which your 
school exists.  This involves such things as coordinating, supervising, communicating, 
monitoring, planning, developing procedures, assigning work, setting agendas, maintaining 
skills through professional development/training, and so on.  



Output Issues
Schools exist to provide services to their students and communities, for example, 
educational programs, financial aid, college placement, community service 
programs, and so on.  If these are not produced in sufficient quantity and quality, 
it may hurt your relationship with your board, parents, and students and the 
operations of your school.  

External Issues
There are numerous external forces (such as government bodies, the courts, 
suppliers, citizen groups, and general social, cultural, and economic conditions) 
over which your school has little or no control but which can greatly influence its 
operations.  



Modes for Complex Times: 
Generative Governance
& Distributed Leadership



The Three Levels of Governance

Attribute III II I
Board’s central 
purposes

Reconcile value 
propositions; 
Discern 
challenges; 
Think 
creatively;
Make sense of 
circumstances

Scan 
environments; 
Review 
strategy; 
Monitor 
accountability

Oversee 
operations; 
Ensure 
accountability; 
Select and 
assess Head; 
Ratify policy

Fiduciary ModeStrategic ModeGenerative Mode

Copyright Governance Futures Project



Generative Governance leads the 
board to ask the questions that come before 
the fiduciary and strategic questions: 

Have we framed this issue correctly?
How else might we look at this?
What else should we consider?

Generative thinking can lead to a 
reconsideration of how the current state 
may best be understood.
Source: Chait, R., Ryan, W. & Taylor, B. (2005) Governance as Leadership: Reframing the Work of Nonprofit 

Boards.



Questions to Spur Generative Thinking
• What progress do our families want to make?
• How would we approach this challenge if we were a 

start-up?
• What opportunities does the sharing economy offer?
• What assets do we have that we are not leveraging?
• What does the Third Education Revolution mean for our 

school?
• How could we extend our mission in a different format?



The Power of Questions: 
Catalytic Questioning
Step 1: Find a white board or flip chart where your team 
can do its question-centric work. 
Step 2: Pick a problem that your team cares about 
intellectually and emotionally.
Step 3: As disruptive innovators, from Albert Einstein to 
Jack Dorsey, put it, “Question everything!” Engage in pure 
question talk, with one team member writing down each 
question verbatim.
Step 4: Step back and decide which questions on your list 
seem most “catalytic,” or which ones hold the most 
potential for disrupting the status quo.
Step 5: Get to work! Find some answers.



Structures & Processes
That Spur Generative
Thinking
• Retreats over monthly meetings
• Fewer committees
• Task forces
• Consent agenda model
• Move away from bias towards action 



Generative Processes can Move 
Boards from a Scarcity to an 
Opportunity Mindset

The danger in scarcity thinking is that we 
operate in a passive mode—reacting to 
events as they occur—as opposed to a 
proactive mode —responding thoughtfully 
and opportunistically to changing 
conditions. 

We become skilled at advocating for 
resources, but not at creating them.



Group Exercise
Take a challenge Identified
in the first exercise. Discuss through
Catalytic Questioning mode. Identify
the question most likely to bring
a new lens to the challenge.



The Case for a New 
Approach to 
Leadership: Roles a Head 
Must Balance Today
Visionary
Manager
Researcher
Influencer
Motivator
Relationship builder
Entrepreneur



Needed: A New
Leadership Ecosystem

Distributed Leadership
a collective social process 
emerging through the 
interactions of multiple actors 
rather than the attributes and 
behaviors of individual leaders.



Expanding the Notion of Leadership

Leadership that is 
distributed and dynamic
In a distributed leadership model, 
“Leadership no longer involves only a 
few people who hold formal positions 
steering the company. Rather, 
leadership is a social process occurring 
within a team, department, or 
organization that results in those 
collectives creating direction, alignment, 
and commitment for a shared goal.” 
“What Is the Nature of Leadership in Flat 
Organizations?

Recognition of leadership 
and influence irrespective 
of one’s role or position
Distributed leadership is 
leadership by expertise rather 
than leadership by role or years 
of experience. Genuine 
distributed leadership requires 
high levels of trust, transparency 
and mutual respect.”

“Distributed Leadership”



Bain Research on Distributed Leadership



Steps to Distributing Leadership
1. Hierarchical leader lets go of control.
2. Schools create a comprehensive blueprint for how to resource 
and use leadership to deliver on core mission.
3. Schools invest in strengthening leadership capacity. Distributed 
leadership requires nurturing leadership potential and training 
emerging leaders to think differently about their work.
4. Schools create teams with a shared mission.  Institutional culture 
is  a critical component of success. 





The Difference between Working Groups and Teams



Mutual Accountability 
Essential

No group ever becomes a team unless it hold itself 
accountable as a team

• Moving from “the boss holds me accountable” to 
“we hold ourselves accountable”

• Developing an ingrained performance ethic that 
enables teams to form organically--“Being in the 
boat together”

• Underpinning themselves with two critical aspects 
of teaming--commitment and trust

• Energizing each other through the rich rewards of 
mutual achievement



Defining the 
Direction 
Forward



Common Vision

Where are 
we going?
Why are we 
going there?

Cooperative Planning

How will we 
get there? 

Mutual Evaluation

How will we 
know when 
we have 
arrived?

Open & Honest Communication/Respect

The Core of Successful Board/Head Relationships



What do we do best?
What is our core business?
What needs can we satisfy that others can’t?
What kind of image do we want?
How big do we want to be?
What are our ethical and social responsibilities?
What value do we want to have to our customers?
What do we want to be in 5 years?

Where are we Going? Why are We Going There?
Questions to Shape the Common Vision



Intended impact is a statement about 
what the organization is trying to 
achieve and will hold itself accountable 
for within some manageable period of 
time.

Theory of change (strategy) explains 
how the organization’s intended impact 
will actually happen, the cause-and-
effect logic by which organizational and 
financial resources will be converted 
into the desired social results.



“Relatively few nonprofits have strategies. 
They have missions that define their reason 
for being and programs and services that 
contribute toward the fulfillment of their 
missions. But when resource-allocation 
decisions have to be made among these 
activities, determining those that will do the 
most good can be a difficult, often 
contentious task. The best approach is to 
develop strategy around “intended impact” 
and “theory of change.”

Source: Bridgespan Group

Mission is not Strategy



Strategy:
What Levers Can we
Pull to Achieve that 
Vision?



Example:
Vision: To become the first 
work-ready school in the region.

Intended Impact: Over the next 
three years, we will partner with 
business to create a program 
that prepares students for the 
world of work so they will be 
ready for a changing landscape.



The NAIS 
Strategy Lab 

Model



To develop a theory of 
change, we first need to 
gather market insights
and then identify how 
we can leverage our 
capacities to emerge 
with a workable strategy.



What Are Our Market Realities



What Do Our 
Customers Want?

Understand Causation:
The Jobs-To-Be-Done
Methodology



What Is a Job to Be Done?

• A Job to Be Done (JTBD) is the 
progress that a person is trying 
to make in a particular 
circumstance.

• It includes an understanding of 
the functional, emotional, and 
social characteristics of the 
desired outcome the consumer 
is trying to achieve.



This progress is defined by…

Context

Hiring/Firing Criteria

Struggling Moment

Forces of Progress

Desired Outcome

Trade-offs in Hiring Criteria

The context of the situation the consumer is in

The moment of struggle that leads a consumer to begin looking for a new 
solution

The causal mechanisms that move people to and hold them back from choosing a 
new solution to a struggling moment

The dimensions that tell consumers how well a product/service solves or 
doesn’t solve their problems

The metrics customers use to measure success when getting a job done

What consumers are willing and not willing to give up when hiring a new 
product/service



What is Noise?
Those Factors We Can’t 
Control

What Leverage Points do 
We Have To Achieve our 
Intended Impact Within 
our Market Limitations?



What are the
Performance Factors
That Will Bring
Together Your
Mission and Market?



Think About Your Current 
Vision

Identify Those Performance
Factors that Will  Most 
Attract Parents to that Vision



Using 
Collaboration
As A Strategy



Leverage 
In-Demand 
Assets



Leverage Partnerships;
Build a Network



Leverage Strengths through Repositioning



Leverage Value
Through
New Pricing



Building 
Leadership & 
Governance 

Pipelines



The People: Build a Board 
for Mission & Priorities
• Select by leadership ability, not just role
• Seek diversity in every way
• Ensure representation of past, present, 

and future
• Include “outsiders” (critical mass)
• Use committees and task forces as trials
• Make time for social interactions to build 

trust
• Engage in succession planning



Trustees Who 
Understand and 
Support Mission will 
Lead with Those 
Values in Mind



Trustee 
Education
Essential:
Trustees Who 
Understand 
Their Roles 
Perform Better

Source: BoardSource, Leading with Intent 



Size of Board
• Today, it is important that your board 

remains nimble and flexible
• If you are in transformation mode, it may 

be better to have a small board so that 
you can act quickly

• Fewer committees can help in driving 
smaller boards

• Consider other ways of involving key 
voices: task forces, visiting boards, etc.



Succession Planning: 
Develop Deep 
Recruitment Pipelines

With a skills matrix looking several 
years out, schools can develop a deep 
list of potential candidates to choose 
from.

Source: The Bridgespan Group



Case Study: 
One School’s Journey

• School Situation
• Changing market
•More competition
• No distinguishing value proposition
• Declining enrollment
• New head of school



CASE Study (cont.)

• Inefficiencies were diluting the work of the board 
and its committees—too much overlap between 
committees.  
• Discussions often were operational vs. strategic. 
• Multiple committees required extra 

communication coordination that dominated the 
board meeting agenda.  
• The habit of this structure was ingrained and no 

other way seemed possible…or even desirable. 



Path to Change
• Scheduled weekend retreat—lots of time for 

reflection, brain-storming and discussion.
• Examined results of board self-assessment to set a 

baseline context for improvement.
• What rose to the top:

• Lack of coordination between committees
• Lack of time for strategy
• Board members feeling that their skills were not 

well used
• Board members not feeling educated about the 

context in which the school existed today.



Major Changes

• Board downsized into two super-committees:
• “Engagement”--anything related to engaging 

external constituents in the school’s activities 
• “Assets”--combined functions of Finance, Building & 

Grounds, and Investment committees

• Only the Committee on Trustees and Executive 
Committee were maintained as discrete entities 



Leadership Development Roadmap

Engage senior leaders
The chief executive signals the importance of leadership development, 
sets expectations for her team, and puts the process in motion by first 
developing the people who report directly to her and then asking them 
to do the same for their teams

Map out a vision of the future leadership team
Only with an understanding of the future leadership capabilities 
required to achieve the organization’s strategy can senior leaders assess 
the potential of future leaders to meet emerging needs, and put in place 
the plans to develop required competencies in high-potential leadership 
candidates.

The Bridgespan Group,  Nonprofit Leadership Development: What’s Your ‘Plan A’ 
for Growing Future Leaders? (2012)



Leadership Development 
Roadmap (cont.)
Develop future leaders
While many nonprofits offer their staff members ‘stretch’ 
opportunities, the most successful groups are systematic about 
doing so, consciously building the right skills in the right people over 
time. 

Seek new talent to fill gaps
Hiring new leaders who fit your needs is just the first step. Making 

sure that the first few months on the job are carefully planned so 
new leaders can succeed is crucial.

Monitor & improve the process of developing leaders
Successful nonprofits gather data to ensure that they are doing what 
they set out to do, making progress toward their Plan A goals, and 
continuously adjusting their approaches to incorporate lessons they 
learn.



Eric Krell, “Weighing Internal vs. External Hires,” Society of Human Resource Management

Leadership Development: The Hiring Question 

To hire externally or internally: Scenarios to consider

Look Outside Look Within

Organization Needs a strategy shift or 
corporate turnaround

Organization is thriving

Succession planning and 
performance evaluations

Absent or inconsistent Consistent and transparent

Needed skills Not found within the 
organization

Specialized knowledge of organization 
or industry required

Organizational culture Open to multiple perspectives Hard to understand or fit into

Processes In place to support job training 
and onboarding

Few in place to support training and 
integration



Nurturing and Developing Future Leaders
The 70-20-10 rule 

“A research-based, time-tested guideline for developing 
managers says that you need to have three types of experience, 

using a 70-20-10 ratio.” 

70% challenging assignments

20% developmental relationships 

10% coursework and training

Center for Creative Leadership, “The 70-20-10 Rule”



Nurturing and Developing 
Future Leaders

Learning by doing: 
One school’s example 

At St. Andrew’s Episcopal School, academic department 
chairs serve three- to six-year terms. This allows the 

head of school to distribute leadership experience, test 
out potential senior administrators, and encourage 
more teachers to see themselves as school leaders 

without having to leave the classroom or the school. 
“Internal leadership development and institutional 

commitment to professional growth create a positive 
school culture, and draw and keep the best educators.”

An openness in the hiring 
process and 
an institutional preference 
for internal advancement at 
St. Andrew’s means that 
individuals are truly 
encouraged to apply for 
new/open positions. This 
leads to ongoing 
conversations and opens lines 
of communication about 
individuals’ interests and 
ambitions. 



Every creative act involves
a new innocence of 

perception
liberated from the 

cataract
of accepted belief.

-Arthur Koestler


